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ARE WE REALLY SERIOUS?: 

A C R I T I C A L  ASSESSMENT OF MAFIPOWER P O L I C I E S  IN THE ARMY RESERVE FORCES 
J 

Or, Kenneth 5. Coffey 
Federal Personnel and Compensation Divis ion  

General Accounting Office 

(The views expressed herein a re  those o f  the author and do n o t  neceqsarily 
reflect the position of the General 'Accounting Office.) 

The message from the Pentagon i n  1980 concernifig the health o f  the Amy 

Reserve Forces is clear: t h a n k s  t o  innovative new pol ic ies  and program, 

the problems which  have plagued these forces since the advent of the 
i 
f ' All-Volunteer Force (AVF) i n  1973 a re  being resolved; fur ther ,  t ha t  by 
i 

. .  . 1985 the Reserves shoutd  be able t o  meet t h e i r  mo5?liz&ion and war- 

t f i g h t i n g  comaitments. 

There is no disagreement between the Pentagon and "we" c r i t i c s  over the 

increased ro le  of the  Army Reserve forces i n  national defense, or over the 

manpower, equipment and other factors  o f  readiness which a re  c r i t i c a l  t o  

the accomplishment o f  t h e i r  mission. 

! 

Nor is there any major disagreement 

> .  over the f a c t  t h a t  improvements have been made d u r i n g  1978 and 1979 and 
4 

t h a t  fur ther  improvements will be made i n  7980 and beyond. There remains, 
' however, a reasonable difference o f  opinion concerning whether the new 

? 
' policies-and programs will accomplish the Arriy's goal or ,  i n  contrast ,  

I whether they will provide only incremental "band-aid" f i xes  to  much 

1. deeper problems. 
i .  

I t  i s  the purpose of  this paper, then, t o  c r i t i c a l l y  analyze the current 

t a t e  of Reserve a f f a i r s  i n  relation t o  the ongoing and planned improvements. i 



By assuming this devil's advocate role ,  i t  is contended t h a t  the extent  of 

~ the problems can be more clear ly  defined, t ha t  the impact of the new 

pol ic ies  and programs can be more accurately weighted, and t h a t  a c iearer  

understanding of the remaining issues1can be developed. 

M a t  Are O u r  S t anda rds  o f  Seriousness? 

Since the adient o f  the AVF, the Army Reserve Forces have assumed a 

mobilization and war-fighting responsibi l i ty  of far greater magnitude than 

i n  the d r a f t  years. Due t o  major reductions i n  the size of the Active 

Army, increasing commitments f o r  deployment t o  Europe i n  suppor t  of NATO 

or t o  the Middle East, compression of the time thought allowable for 

delivering Reserve reinforcements, higher expected casualty r a t e s ,  and a 

reduction i n  tbe expected warning time f o r  any conf l ic t ,  the Reserves have 

been given respoes ib i l i t i es  that ,  while n o t  equal to ,  a r e  a t  l e a s t  nearly 

as demanding as those o f  the  Active Army. 

I suggest, therefore, t h a t  reasonable standards crf measurement concerning 

the seriousness of the commitment t o  providing such Reserve Forces capabil i t f e s  

would be those c r i t e r i a  normally used for the Active Army. 

I submit t h a t  a mark of serious commitment would be planned cr ongoing 

Specif ical ly ,  

actions or programs t o  ensure (1 )  t h a t  the Reserves reach a manning level 

near t o  the i r  wartime manpower requirements; ( 2 )  t h a t  the qua l i ty  of Reserve 

Forces personnel be maintained a t  a level c lose t o  t h a t  of the Active 

Army; and (3)  t h a t  the personnel recruited and retained be the  r i g h t  people 

1 

.* 

in the r i g h t  jobs who are well trained and ready t o  perform the i r  

mobilizatjon roles.  
L 

Agains t  these measures, then, how a r e  the Reserves 
f 
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doing? How are  they l i ke ly  t o  be doing by the mid-l980's? 

Mil1 the Reserves Have Enough People? 

The Amy Reserve Forces consist  *of four major coinponents: the Army 

National Guard, the Army Reserve, t h i  Army Individual Ready Reserve (IRR), 

and the Army Standby Reserve, and the mann ing  levels  of a l l  f o u r  components 

have f a l l en  dramatically since the end of the d ra f t .  Due t o  a var ie ty  o f  

reasons, t he i r  combined loss  reached almost 80Q, 000 from the manpower levels  

which had been maintained i n  the pre-Vietnam peacetime years. 

there were enough trained Reservists d u r i n g  those years t b  meet mobilization 

Whereas 

and war-fi g h t i n g  demands, the manpower resources of the Reserves i n 1980 

would be f a r  from adequate. 
I /  

Nevertheless, the ijoffcy changes and new program which !:'ere designed t o  

improve the recrui t ing and retention of personnel i n  t h e  key Reserve Forces 
21 

'components have prompted small incremental improvements. For example, as 

noted i n  Table I ,  the Army National Guard was able  t o  increase i t s  strength 

f rom 341,000 i n  FY f978 t o  345,500 by the end of FY 1979. 

TABLE I 

ARMY RESERVE FORCES CO>IPOYENTS: MANNING LEVEL CHANGES 

End FY 1978 End FY 1979 Gain or Loss Component - 
Strength Strength 

National. Guard 341 9 000 

Reserve 185,800 

I RR 177,200 

Standby Reserve 48,000 

345,500 +4,500 * 

190,000 +4,200 

206,300 3-29, I00  

'16,000 -32,000 

. .. 
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The gains registered by the Guard, Reserve and IRR were the f i r s t  

since the end o f  dra f t  c a l l s  i n  1972. Though the gains i n  the IRR 

were off-set by the losses i n  the handby Reserve, the more readily-available 

status o f  I R R  members indicates a net mobilization manpower g a i n .  

Wi'l1 the gains t h a t  should accrue from the new pol ic ies  and programs be 

enough t o  meet the Army's 1985 requirements? The  Pentagon believes 'so, 

but the magnitude of the tasks remaining casts a large-shadow of doubt  

on th is  position. - 
The basis f o r  this d o u b t  i s  multifold, and concerns not  only the large 

number of additional personnel t h a t  must be recrui ted and retained, b u t  also 

a variety o f  yet-discussed weaknesses i n  the current  'posture and i n  several 

of the ongoing corrective programs. 

Concerning the  attainment o f  manning level objectives,  i t  should be noted 

t h a t  the s ta ted peacEtime objectives a re  f a r  above the current levels  for 

a l l  components except the Standby Reserve, which will cease t o  contain any 

s igni f icant  numbers o f  useable manpower asse ts .  As Table I1 i l l u s t r a t e s ,  

the challenges o f  increasing the size of the three major components will be 

formi dab1 e. 

-TABLE 11 

CONTRASTS CETUEEN FY 1979 AND PEACETIME MANNING L E V E L  O B J E C T I V E S  . .  
Component End FY 1979 Peacetime Shortfall 

Manning Level Objective - 
National Guard '345,500 ' 41 8,000 72,500 

Reserve 7 90,000 
. *  

252,400 62,400 

I RR 206,300 400,000 197,700 



Even i f  these pea 
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time objectives are a t t a i n  d ,  b o t h  the National Guard 

and the Reserve s t i l l  would be some 50,000 personnel below t h e i r  wartime manning 

needs. There would be enough trai:ed personnel i n  the IRR, however, n o t  only 

t o  f i l l  o u t  the National Guard and Reserve units, b u t  a l so  t o  f i l l  out  cer ta in  

Active Army units and provide  casualty replacements d u r i n g  the ear ly  months 

of a cor. :'1 i c t  . 
Compounding the problem, however, i s  the recent decision of the Army 

t o  expand t h e i r  mobilization manpower requirements by 60,000 over the next 

s ix  years. 

in the Active Amy, the b u l k  of the added manpower (40,000 o r . so )  will have 

3/ 
Whereas some of t h i s  increase will be met by planned increases 

t o  come from the Reserves. Thus ,  i t  is l i k e l y  t h a t  the current FY 1985 

manning level objectives will have to be raised even fur ther .  

There a l so  a re  various weaknesses which merit discussion i n  the current 

posture of the Reserves and i n  several o f  t h e i r  new programs. 

First, the o f f i c i a l  r epor t ing  system of the National Guard and Reserve 

appears t o  be over-stating strength by including men and  women i n  their  

units who have been enl is ted b u t  have not as y e t  completed basic mil i tary 

t r a i n i n g .  

in the Reserve a t  the  end of FY 1979 - will a t  some p o i n t  be trsable assets .  

U n t i l  they 'complete t h e i r  t r a i n i n g ,  however, i t  is  misleading t o  include 

them i n  strength figures.  

Such personnel - who numbered 25,253 i n  the  Guard and 10,017 
4/ 

Perhaps the Reserves should categorize such 

personnel as they do  i n  the Active Army, as members o f  a Training Pipeline . 

or Delayed Entry pool.  

Second, a s  a r e s u l t  o f  a detailed audi t  by the General Accounting Office 

of the Army's system of keeping track o f  u n i t  s trength t o t a l s  i n  the Guard and  
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Reserve, several reporting and administrative e r rors  have come t o  l i g h t .  

The net r e su l t ,  according t o  GAO, i s  t h a t  the Army Guard and Reserve are 

over-reporting t h e i r  on-board strqgth by almost four  percent, a dispar i ty  

o f  some 20,000 personnel, the equivalent of about four Army brigades. 
5/ 

Third ,  an Army A u d i t  Agency report issiied iii l a t e  1979 ident i f ied more 

t h a n  34. “00 Guardsmen and 15,800 Reservists who had missed half or more 

o f  their  drills d u r i n g  the f irst  h a l f  of FY 1979, a level o f  t ra ining 

far below the standards o f  acceptabili ty s e t  by the Department of the Army. 

These unsatisfactory perforiners amounted t o  about 10% of the Guard and 8.5% 
6/ 

of the Reserve strength t o t a l s  I 

The last  area concerns the programs t o  screen men be 

active duty or duty w i t h  the National Guard or Reserve 

ng released f r m  

and. transf e r r i  ng them t o  
, ’. 

the  IRR. Those being transferred include many who have been released from 

act ive duty fo r  reasons of bad a t t i tude  and other  undesirable t r a i t s ,  and  

I have serious reservations concerning the usefulness o f  these personnel 

i n  a mobilization effor t .  

being transferred t o  the IRR from Guard and Reserve units because they 

are not f u l f i l l i n g  t he i r  obligations t o  attend dr i l l s  and summer camps. 

Many of these men have n o t  been seen by their  u n i t  commanders f o r  many 

months and e f for t s  t o  f i n d  them have been i n  v a i n .  

view, i t  would be fo l ly  t o  say t h a t  we could f i n d  them quickly i n  the event 

of a mili tary emergency. 

the new pol ic ies  and  programs, then, the t ransfer  o f  such questionable 

I a l so  doubt  the usefulness o f  those people 

In such cases, i n  my 

In terms of assessing the overall impact Of 

assets t o  the IRR may be a d d i n g  an unrea l i s t ic  dimension t o  the commitment 

of the Army t o  reach the i r  peacetime m a n n i n g  level objectives by FY 1985. 
I 
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What About  the Qual i ty  o f  Guard and Reserve Recruits? 

Qual i ty  performance i s  d i f f i c u l t  t o  assess and even more d i f f i c u l t  t o  

predict . ’  Impacting upon i t  a r e  a myraid of i n d i v i d u a l  t r a i t s  -- honesty; 

in tegr i ty ,  skil l ,  layalty,commitnent and motivation. I t  a lso is  a product  

of si tuat ional  variables -- the work environment, u n i t  espiri t ,  t ra ining 

4 

and leadership.’ Consequently, i t  i s  next t o  impossible f o r  the armed forces 

or any other large employer t o  effectively s e l e c t  the r i g h t  people f o r  a l l  

o f  their posit ions.  A t  best,  e f fo r t s  a r e  made t o  s e l e c t  those w i t h  the 

high 6t p o t e n t i a l .  A t  worst, because of the time and cost  factors  associated 

w i t h  even a basic selection program, choices a r e  made on the bas i s  o f  

impressions, work history and other subjective judgments. 

The two a t t r jbu te s  principally used by the armed forces t o  describe 

and measure the quali ty of t he i r  new recru i t s  a r e  level of education and 

mental aptitude. Possession o f  a h i g h  school diploma has proven t o  be a 

sound indicator of capacity t o  a d j u s t  t o  the d isc ip l ine  of a mi l i ta ry  

.environment, while the scores attained by potential  r ec ru i t s  on the 

three hour Armed Services Vocational .Aptitude Bat tery.  (ASVAB) have proven 

to be good indicators o f  potentia7 success i n  training. More sophisticated 

methods of measuring qual i ty  ex is t ;  yet ,  their implementation would appear 

t o  be remote due t o  very h i g h  costs. As a r e su l t ,  i t  i s  l i ke ly  t h a t  bo th  

the Active Amy and the Reserve Forces w i l l  continue t o  use the two 

t radi t ional  methods of measuring qual i ty. 

In the case o f  h i g h  school diploma graduates, then, how d i d  the r ec ru i t s  ‘ 

for the N a t i o n a l  Guard and Reserve i n  FY 1979 compare w i t h  those fo r  the 

Active Army? 



. .  

. 
The answer t o  t h i s  questfon cannot be accurately determined unt i l  a l l  

the young men recruited by the Guard and Reserve while they were s t i l l  i n  

high school f in i sh  t h e i r  h i g h  school programs. o r  drop out. Nevertheless, 

by giving “credi t”  t o  the Guard and Reserve f o r  such students,  a reasonable 

comparison can be made, though weighted s l i g h t l y  i n  favor of the Reserves. 

The proportions of male h i g h  school diploma graduates among the new 

rec ru i t s  i n  FY 1979 differed markedly among the three components. 

Table 111 h igh1  i g h t s ,  the Guard achieved a high,  school- diploma r a t e  somewhat 

above the r a t e  f o r  the Active Army (which was the lowest of the four Active 

Services), while the Reserve r a t e  was substantial’ly lower: 

As 

7/ 

TABLE 1x1 

PROPORTION OF HIGH SCT-IOOL DIPLOMA GRADUATES IN FY 7979 MALE RECRUIT GROUPS 

Component Proportion of Proportion o f  
D i  ~1 oina Grads Non-Di DI onia Grads 

-- , Active Army . 

National Guard 

Reserve .’ 

59% 

65% 

30% 

41 x 
35% 

70% 

By including the s t a t i s t i c s  fo r  woinen h i g h  school diploma graduates, the 

proportions of such qual i ty  recru i t s  improve s l i g h t l y  f o r  a l l  components, 

due t o  the universally h i g h  qual i f icat ions of t h e i r  women recru i t s .  The 

r e l a t ive  positions of the three components, however, do not change. 

’ 

The same d i spa r i t i e s  between the Reserve and the Active ArmylNational Guard 

appear when s t a t i s t i c s  f o r  Mental Categories a re  examined. 

shows, the proportion of Mental Category IY personnel i n  the Reserve ( t hose  

As Table I V  

least desired) was about double the proportion i n  the Active Army and the 
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81 
National Guard. 

TABLE IY 

PROPORTION OF r4EPiTAL CATEGORIES III MALE RECRUIT GROUPS, FY 1979 

IY 
7 

I11 - Component I ti 11 

Active Army 89% . 11% 

National Guard 20% 

Reserve 12% 

69% 

68% 

11% 

20% 

The bleak s t a tus  o f  qual i ty  r e c r a i n g  i n  the Reserve i s  clouded fur ther  

by the probabili ty t h a t  the mental t e s t  system being u t i l i zed  by the Active 

and Reserve Forces bas been inf1,ating 'Mental Category rankings by a s ign i f icant  

amount. Such inf la t ion  has been suspected by many analysts f o r  some time, b u t  

i t  was not confirmed by the Department of Defense until ear ly  1980. A t  

t h a t  time, Assistant Secretary o f  Defense f o r  Manpower, Reserve Affairs  

and Logistics Robert B. Pirie told Members t h a t  " s t a t i s t i c a l  sampl i'ng suggests 

t h a t  a sizeable f ract ion (less than one h a l f  b u t  probably more t h a n  one 

quarter)  o f  FY 1978 male recruits labeled a s  Mental Category I11 should have 

been labeled as Mental Category IV." 

. 

91' 
(FY 1979 data a re  now be ing  analyzed.} 

I f  Pirie's conclusion i s  extended t o  the FY 1979 group (and every indication 

suppor ts  th is) ,  then the inabi l i t ies  of the Reserve to r ec ru i t  qua l i ty  

personnel d u r i n g  FY 1979 was even greater t h a n  indicated. A t  worst, if 50% 

o f  those labeled as Mental Group 

then somewhat more than one-half 

In Mental Group IV and V, or the 

I n  addition, i n  a11 probabili ty,  

111 were actual ly  Mental Group IV's or lower, 

of men recrui ted by the Army Reserve were 

lower 30% o f  the s tandard .  population. 

most of the rr?en ident i f ied as Mental Group 

I V ' s  were i n  r e a l i t y  Mental Group V*s ( the  lowest 10%) who a r e  excluded 
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by s t a t u t e  from service. Thus ,  if correct t es t  scoring procedures had been 

i n e f f e c t  d u r i n g  FY 1979, the Army Reserve would have k e n  precluded from 

enlisting some 20% of the i r  accessions (the Active Army and the Army 

National Guard would have been precluded from enlisting some 10%). 

actions, of course, would have impacted heavily on the overall  recrui t ing 

Such 

programs and on u n i t  manning level; ai;; i t  is l i k e l y  tha t  instead of. .registering 

small manning level gains,rnajor force level reductions would have occurred. 

Compounding this problem is a recognized level of  recrui t ing malpractice, 

actions which a l so  i n f l a t e  the qual i ty  measures of new recru i t s .  Dur ing  

FY1379, the Active Army conducted an extensive investigation of t e s t  compromise . 

and other forms of i r r egu la r i t i e s  w i t h i n  the Active Army and Army Reserve 

recruiting programs. Their e f fo r t s  concluded t h a t  some two-to-three percent 

of those en l i s t ing  had participated i n  some malpractice, including many who 

had received improper coaching or  other h e l p  on the ASVAB test. 

Do the Reserves Have t h 2  R i q h t  People in the R i p h t  Jobs ,  and Are They 

Trained and Ready t o  Go? 

Beyond the questions o f  whether the Reserve Forces can reach t h e i r  desired 

levels of manning o r  whether t h e i r  qual i ty  can equal t h a t  of the Active Army 

i s  - perhaps - a more c r i t i c a l  question o f  whether they a re  recrui t ing 

and retaining the r i g h t  personnel. 

In order t o  provide the Reserves w i t h  the r i g h t  mix o f  younger, more 
. .  ._ 

energetic and junior personnel i n  the lower ranks and older,  more experienc$ 

Veterans i n  the NCO posit ions,  the Reserves have determined t h a t  they need 

a yearly i n p u t  mix of abou t  60% non-prior .  service (NPS) personnel and 40% 
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veterans. T h i s  determination, however, i s  not based on an extensive force 

s t ructure  analysis.  Nevertheless, the 60-40 s p l i t  was about the level 

rnai ntai ned d u r i n g  the d ra f t  years. 

Since, the end o f  the d ra f t ,  neither the National Guard nor the Reserve 

has been able t o  st tain the desired level of NPS accessions. As a consequence, 

their  recruitment of more than enough veterans has had a negative impact 

on their  effectiveness,  as well as on the strength level of the  IRR. 

If  the Guard and Reserve were t o  a t t a i n  t h e i r  desired strength levels  and 

also a t t a in  t h e i r  desired levels  o f  NPS accessions, then the Guard each 

year would need t o  r ec ru i t  some 60,000 such men and the Reserve would 

need t o  r ec ru i t  some 52,000. Clearly, the achievement of this goal has been 

beyond the current capabi l i t i es  o f  e i t h e r  component, though the Guard has 

done f a r  be t te r  than the Reserve. 

Nonetheless, the Guard's i n p u t  of male NPS r ec ru i t s  in FY 1979 of some 

!. , 42,000 would have t o  be increased by 18,000, while the Reserve's i n p u t  of 

22,000 would have t o  be more than doubled. 

i n  recent years has made incremental improvements i n  t h e i r  recruitment of 

NPS personnel, i t  i s  d o u b t f u l  t ha t  the combined impact o f  t h e i r  new pol ic ies  

As a consequence, 

l.;hile each of the components 
I 

! . and programs will allow them t o  reach the desired levels.  

i even if the Guard and Reserve are  able  t o  reach t h e i r  desired manning  l eve ls ,  
1 
8 the composition of t h e i r  forces s t i l l  will be l e s s  than desirable .  
! 

An examination o f  the distribdton of personnel within the en l i s ted  grades 

of the Guard and  Reserve i l l u s t r a t e s  this problem. I d i t h i n  the Guard, a t  the 

end o f  FY 1979, there were some 160,000 E-1 t o  E-4 personnel, o r  some 62% 

of t h e i r  wartime m a n n i n g  requirements. A t  the same time, the 150,000 E-5 t o  
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E-9 personne? were already some 11,000 more t h a n  needed for  the wartime 

structure. Within the Reserve, the 71,000 E-1 t o  E-4 personnel would have 

f i l l ed  only 612 o f  their  wartime requirements, w h i l e  t h e i r  more t h a n  81,000 

E-5 t o  E-9 personnel represented 86% o f  the i r  needs. 

Beyond the problems concerning shortages of jun ior  personnc? are many 

other manpower problems, including disy-oportionate shortages of personnel 

Sn the combat career f ie lds  (infantry, combat engineering, f ie ld  a r t i l l e ry ,  

air defense a r t i l l e ry  and armor). ljhereas the Guard overall is short some 

20% of the personnel needed for their  wartime manning, the shortages i n  

the f ive combat skill areas are almost double, w i t h  the highest shortages i n  

the infantry and a i r  defense ar t i l lery.  

Office recently corrcluded, the five combat-type career management fields 
1 o/ 

numzerically represent about  70% of the t o t a l  en1 isted shortages. 

W i t h i n  the Reserve, similar shortages exis t ,  though  since the Reserve 

consists predominantly o f  combat support  and combat service support units , 

In sun, as the General Accounting 

. . 

! 

the shortage skills are somewhat different from those o f  the Guard. In 

the Reserve, the major shortage skill areas are combat engineers, w i t h  

only 634 of their  wartime strength, f ie ld  ar t i l lery '  w i t h  only 48%, and 

medical personnel w i t h  only 65%. 

The shortage problems w i t h i n  the c r i t i ca l  skill groups i n  the Guard and 

Reserye are heightened by a relatively h i g h  percent of assigned personnel 

who are not qualified for their  jobs. As the GAO a lso  has noted, w i t h i n  

the five c r i t i ca l  combat sk i l l  areas i n  the Guard, only some 78% of the 

personnel on-hand are qualified t o  serve i n  their  pos i t i ons .  I n  to ta l , '  

then, the Guard has  only sl ightly more t h a n  one-half o f  the qualified 

I 

b 
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personnel i t  needs i n  i t s  combat jobs. Within the  Reserve, the combination 

of manning level sho r t f a l l s  and unqualified personnel results i n  an even 

grimmer s i tuat ion.  For the t h r e e . i k i l l  areas of combat engineers, f i e l d  

a r t i l l e r y  and medical, the numbers o f  trained personnel i n  FY 1979 

represented only 43X, 35% and 47% respectively o f  t h e i r  wartime manning 

requirements. 
1 I/  

These shortage problems would be compounded upon mobilization, for not 

all  members o f  the various Reserve Forces components would be expected t o  

report f o r  act ive service. The reasons f o r  this would be many: health, 

personal business or  fami?y problems; having f a i l ed  t o  inSorm.the Army o f  

address changes; employment i n  c r i t i c a l  occupations; .and, for the IRR and 

t 

Standby Reserve, determinations t h a t  the skills of the individual Reservists C .  

. .  

would not be needed i n  the mobilization e f for t .  Accordingly, the Secretary 
12/ 

of Defense has devel oped "yield" ra tes  for each category of manpower resource, 

Whereas the expected loss  upon mobi l iza t ion  o f  5% from the Guard and 

Reserve units can be supported by both his tor ical  experience and various 

mobilization exercises of the l a t e  1970's, the loss fac tors  fo r  the IRR 

and Standby Reserve are 'less certain.  

enough pretrained personnel i n  the various categories t o  meet the Army's 

needs, if  the resources o f  the Retired Reserve are  included. On the other 

hand, if the estimated losses from these sources are  understated, the 

On the one hand, i n  t o t a l ,  there a re  

Army's problems would be men greater. 

A variety o f  factors  would influence the va l id i ty  of the "yield" rates.  

For example, the willingness o f  Americans t o  serve would vary considerably 

between a po l i t i ca l ly  inspired mobilization i n  response t o  an  insurgency i n  

. *  
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a Third Morld oil-producing country and a call-up i n  response t o  a major 

ldarsaw Pact attack i n  Central Europe. In addition, there  would cer ta in ly  

be a di f fe ren t  response r a t e  from personnel of different  grades, skil ls ,  

ages, and obligations f o r  recal l .  'Yet, the  Army i s  expecting the same 

response r a t e  from non-obligated, non-combat amis f ie ld  grade o f f i ce r s  

as from young, obligated, combat arms enl i s tees .  

Another problem conceyns the matching of the Army's spec i f ic  manning 

needs with available personnel. T h e  Army estimates t h a t  some 70% o f  the  

IRR would report  on mobilization, b u t  l i t t l e  at tent ion i s  being pa id  t o  

whether a l l  o f  these personnel could perform useful functions. For example, 

approximately 75% o f  the Army's f i l l e r  and replacement xeeds would be i n  

combat arms, Redical , combat engineering and other dir ,ect  support f ie lds .  

Yet,  only abou t  25% o f  the  IRR personnel possessed these skills f n  FY 1979, 

and few steps have been taken t o  plan and develop the retraining programs 

which would be essent ia l  t o  the e f fec t ive  u t i l i za t ion  of the I R R  resources. 

! 

An overabundance of o f f icers  i n  the IRR compounds t h i s  problem. 

A serious question also a r i ses  as t o  whether the manpower avai lable  upon 

mobilization would be ready i n  time t o  play a useful roleAthe c r i t i c a l  early 

weeks. The Army has concentrated on developing new programs and pol ic ies  

aimed a t  increasing the strength levels  of the Guilrd and Reserve as  we11 as 

* .  ;i  

the IRR, b u t  i t  has generally ignored time-related problems. 

however, most of  the personnel needed t o  boost the wartime force t o  i t s  

In f a c t ,  

'peak level would be needed i n  the f i rs t  few weeks, and i t  would be unlikely 

t h a t  the reporting and deployment schedules called f o r  i n  current plans 
.. 

Could be met, particulary by those i n  the IRR and the Standby Reserve. In such 
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cases, i n i t i a l  ordering, adminktrative processing and pre-reporting leave 

would take time. Many persontiel wou?d require refresher t ra ining before they 

could be assigned t o  operating un i>s ;  those assigned t o  new spec ia l t ies  

would require even longer periods of training. Though such personnel m i g h t  

eventually f i l l  units t o  t h e i r  wartime leve ls ,  enough of them would be 

delayed i n  reporting t o  t h e i r  u n i t s  t o  cause major manning problems.. 

How Really Serious Are We About the Army Reserve Forces? 

As our examination o f  the  measurement c r i t e r i a  ' i l lus t ra ted ,  the Army 

Reserve Forces, 'the Reserve i n  par t icular ,  have n o t  been near!y as successful 

as the  Active Army i n  meeting manning level, manpower qual i ty  and personnel 

effectiveness goals. B u t  i s  this the result o f  del iberate  o r  unconscious 

inat tent ion,  or is it the result o f  di f fe ren t  and apparently unsurmountable 

recruiting, t ra ining and retention problems unique t o  the Reserve Forces? 

krhereas some posit ive changes have taken place, the weight of evidence 
' 4  

supports the conclusion t h a t  the leadership elements w i t h i n  the Army and 

the Office of the Secretary of Defense have not as y e t  f u l l y  matched t h e i r  

repeated statements of concern over the problems i n  the Reserve Forces 

w i t h  appropriate act ion,  management a t tent ion and resources. 

Decisions reflected i n  the budgetary process provide a c lear  indication 

o f  th is .  

1979 f o r  the preparation o f  the FY 1981 b u d g e t ,  the Secretary of Defense made. 

For example, i n  his o f f i c i a l  guidance t o  the  Services issued d u r i n g  

a s h a r p  dis t inct ion between h i s  concern f o r  the Active Forces and h i s  concern 

for the Reserves. While spell ing o u t  i n  great  de ta i l  desired manning levels, 

numbers of h i g h  school diploma graduates arid women, a t t r i t i o n  ra tes ,  and 



other goals f o r  the Active Forces, his direct ions f o r  f u n d i n g  the Reserves 

were limited to  broad statements such as "peacetime manning should be increased 

where i t  i's lower than authorized, and par t icu lar  emphasis s h o u l d  be 

placed on the ear ly  deploying unit:." And i n  terms of the h i g h  school 

diploma graduate marketplace, he created what could be considered a s  a 

second c lass  cit izenship f o r  the Reserves by direct ing them t o  minimize 

competition with the Active Forces among h i g h  school seniors 

by concentrating on labor force participants , post-secondary students,  and 

individuals w i t h  low propensity t o  e n l i s t  i n  the Active Forces. 13' In 

other words, as many Active Army recru i te rs  have said t o  Guard and Reserve 

recrui ters :  "Stay away from the prime recrui t ing market!" 

There a re  those within the Pentagon t h a t  say t h a t  the lack of def in i t e  

goals f o r  the Reserves i n  the Budget Guidance was n o t  due t o  lack of concern, 

b u t  ra ther  t o  an acceptance of the f a c t  t ha t  the Reserves, par t ic&r ly  the 

Army Reserve Forces, could not control and manage t h e i r  recrui t ing and 

retention programs t o  the  level o f  sophistication at ta ined by the Active 

.. 

Forces and necessary for the establishment of more def in i t ive  goa l s .  

Nevertheless, the Guidance d i d  allow each Service t o  s e t  i t s  own goals f o r  

i t s  Reserves. 

not only established end strength goals f a r  below peacetime manning object ives ,  

i t  a l s o  s e t  qual i ty  standards Cower tnan those s e t  f o r  i t s  ac t ive  personnel. 

Further, the Army d i d  n o t  request the Reserve pay changes, increased bonus 

Consequently, i n  their  subsequent budget process, the Army 

f u n d s ,  improved t r a i n i n g  f a c i l i t i e s  and programs, increased recrui t ing 

forces and other resources t h a t  would have provided the means f o r  the Army, 

Reserve Forces t o  make a serious and substantial  niovement toward greater  

par i ty  w i t h  the Acti-ve Army. 

. .. 



W i t h i n  the Reserve Foi-ces programs, however, i t  i s  c l ea r  t h a t  the Guard 

has'been given somevlhat greater pr ior i ty ,  due i n  a l l  l i t i h o o d  to  i t s  higher 

proportion o f  early deploying forces and t o  the Guard's t radi t ional  po l i t i ca l  

independence and  influence. 

In defense o f  the Army's f a i l u r e  tot fu l ly  suppor t  i t s  Reserve Forces, 

i t  s h o u l d  be pointed o u t  t h a t  Congress i n  recent years has n o t  been favorably 

inclined t o  major and revolutionary changes i n  Reserve pay and othei. pol ic ies ,  

though they recently in i t i a t ed  and funded a needed en1 i stment/reenl i stment 

bonus program. They have n o t ,  however, seriously considered the major 

departures from current policy (such as u n - l i n k i n g  Active and Reserve pay 

and making  major increases i n  Reserve incentives) w h i c h  would be cecessary 

t o  fu l ly  resolve the manpower problems. In any case, i t  is  c lear  t h a t  the 

Army's position on se t t ing  less-than-optimum goals f o r  ' the Reserves has been 

influenced by what they believed they could get  ( ra ther  t h a n  by w h a t  they 

needed) i n  order t o  make s ignif icant  and  continuing irnprovements. 

Nhy has the Army been less  than fu l ly  serious a b o u t  i t s  Reserve Forces? 

Several reasons can be cited.  

First, the A r m y  has been preoccupied since the end o f  d r a f t  c a l l s  w i t h  

. the problem of manning the all-volunteer Active Army. 

d i f f i c u l t i e s  i n  finding and keeping enough qual i ty  personnel, par t icu lar ly  

W i t h  continuing 

for the combat arms, Active Army managers have becn hard-pressed t o  re ta in  

even a slowly shrinking force. Consequently, i n  an era of limited. resources 

and managenlent s k i l l s ,  p r ior i ty  has  been given to  countering the problems 

o f  the Active 4rmy. 

Second, there is  a large body o f  opinien within the Army and elsewhere which 

i s  increasingly questioning the necessity f o r  a large Reserve Force in a 
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period of history which they believe will be'characterized by short, 

violent  confrontations, w i t h  premiums on ready forces and mobility. 

Whereas cer ta in  of the Guard and Riierve units earmarked for ear ly  

deployment could  play a ro le  i n  such short-war scenarios, the b u l k  o f  

the Reserve Forces would n o t  be ready fo r  deployment un.f . i l  weeks o r  even 

months a f t e r  the outbreak of  a cric-is m d  they would have l i t t l e  impact on 

the eventual outcome. As a result, these c r i t i c s  argue, there is l i t t l e  

j u s t i f i ca t ion  for expending resources or management expertise f o r  forces of  

such marginal value. 

Third ,  there i s  the rea l i s t ic 'v iew 07 many i n  the Army estabPishnent and 

elsewhere t h a t  the role o f  the Reserves i s  being severely limited by equipment, 

Supply, War Reserves, and  s t r a t eg ic  mobility weaknesses. 
14/ 

A variety of s t a t i s t i c s  and testimony could be presented on ou r  current 

i n a b i l i t i e s  t o  del iver  and support massive reinforcements i n  the event of a 

crisis i n  Europe o r  i n  the Middle East. 

on our exact capabi l i t i es ,  there is no disagreement over the f a c t  t h a t  the 

United Sta tes  could n o t  deploy the b u l k  of i t s  s ta tes ide  Active Army units, 

Whereas there i s  a lack of agreenent 

much less many of the Reserves, i n  a time frame which was close t o  t ha t  

call ed fo r  i n  contingency p l  ans. 

we begin t o  have the capabi l i ty  t o  equip, transport  and support massive 

reinforcements, the comitment o f  added resources t o  the Reszrves would only 

15/ 
Accordingly, ft can be argued tha t  u n t i l  

s idetrack monies and  management a t tent ion tha t  could be bet ter  u t i l i zed  

i n  areas of more c r i t i c a l  importance. .* 
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What Choices are Open t o  Us? 

I suggest tha t  only three a l te rna t ive  courses of action are open t o  

Pentagon, decision-makers i n  the early 1980's: (1) maintaining the current 

degree of comitment and resources; ( 2 )  becoming f u l l y  committed t o  b r i n g i n g  

the  Reserve Forces up  t o  the hoped-for levels of strength and effectiveness;  

or (3) redirecting Reserve Forces asse ts  and management a t tent ion t o .  the 

cri t ical  ear ly  deploying units, w i t h  the remaining units being assigned 

t o  cadre status. .c 

The con t inua t ion  o f  the status quo pol ic ies  and. programs f o r  the Guard 

and Reserve no d o u b t  would r e su l t  i n  a steady slow improvement over the next 

few years. 

the  two components up t o  the desired levels  o f  readiness and mannfng. I n  

fact ,  many o f  the ga ins  could  be of fse t  by major recruiting d i f f i c u l t i e s ,  

prompted by the s h r i n k i n g  pool of e l ig ib l e  enlistment candidates. 

Such incremental gains, however, could not be expected t o  b r i n g  
I 
, _  

161 
. 

While some g a i n s  would be realized i n  the IRR from the various programs 

already in i t i a t ed  or  being planned, this manpower resource s t i l l  would be 
1 

! 
! inadequate t o  meet wartime requirements, i f  n o t  i n  terns o f  gross numbers 

t h e n  a t  l e a s t  i n  terms of ski l led and ready personnel. 
1 

The second al ternat ive would be the most expensive and d i f f i c u l t  t o  achieve. 
I F a i l i n g  a return to  Selective Service o r  the adoption o f  a special I R R  d r a f t  - 
t 
! 

I 

i 
1 .  

highly unlikely events - major changes would have t o  be made in the 

a t t rac t ions  o f  Reserve Forces service. 

from Active Army pay ra tes  and substantial  increases would be necessary. . *  

A myraid of new enlistment and  reenlistment bonuses a lso would be requ,ircd, 

as well as major increases i n  the r ecwi t ing  forces and t he i r  s u p p o r t i n g  

Pay w o ~ ~ l d  have t o  be un-linked 

. I  

i 

personnel and f a c i l i t i e s .  In addition, there would have t o  be improvements 

. ,  
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i n  Reserve t r a i n i n g  programs so t h a t  more of those int iced t o  Reserve 

Forces service would remain. 

t r a i n i n g  ' f a c i l i t i e s  and funds, and greater  Active Army a f f i l i a t i o n s  and 

And i n  this regard, more and be t te r  equipment, 

supervision would be needed. The price tag f o r  such a comitment cannot be 

determined w i t h o u t  detai 1 E d  addi tiona! research though i t  probably would 

require several billicliis of dol lars .  "et ,  as the d ra f t  f o r  the  Active 

Forces was ended on the basis of the work of the Gates Commission i n  1969- 

1970 and the subsequent commitment of added f u n d s ,  there  can be no-doub t  

t h a t  a similar e f f o r t  and commitment i n  1980 and 1981 could achieve the 

same r e su l t  for the Reserves. .In short ,  as  Martin Anderson urged i n  a 

recent op-ed piece i n  the \.lashingion Post:  "\!e should announce tha t  from 
17/ 

now an the Reserves a re  serious business, not a p a i d  routine gambol." 

Some may argue t h a t  the stronger position of the Carter Administration 

on national securi ty  matters which has resulted fron the Iran and-'Afghanistan 

crises will be the f i r s t  serious s tep on t h e  path toward b u i l d i n g  such 

f u l l y  ready Reserves. 

President 's  pending FY 1981 budget f a i l s  t o  support this view. 

budget has been presented as a "real"  increase i n  defense spending, i t  also 

Unfortunately, however, a close examination of the 

While the 

i s  based on assumptions a b o u t  in f la t ion  t h a t  are not l i k e l y  t o  t u r n  o u t  t o  

be true.  One only h a s  t o  remember tha t  President Carter a l so  made a "real" 

increase proposal i n  1979 and tha t  this projected g a i n  turned into a loss  

because of the unexpectedly h i g h  in f la t ion .  

' Neither does the FY-1989 Budget, as proposed, add much t o  the sorely 
18/ 

underfunded Reserves or t o  manpower programs overal l .  Indeed, even if' 

in f la t ion  allows ' 'real" increases t o  take place, the g a i n s  will be i n '  

weapons systems development and procurement, which a r e  admi tedly needy areas 
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but not  exclusively so. 

Perhaps, then, the most r e a l i s t i c  course of action would be t o  accept 

the f a c t  i h a t  the problems o f  the Reserves will not  be f u l l y  corrected i n  

the  near future  and t h a t  whatever asse ts  a re  avai lable  should be concentrated 

i n  the u n i t s  designated for ear ly  deployment. 

To a grea t  extent, such concentratior. already i s  t a k i n g  place. Such u n i t s  

are receiving more management a t tent ion than t h e i r  1 a t e r  deploying counterparts, 

Fulltime manning i s  a t  h i g h e r  levels .  Enlistment and reenlistment incentives 

are targeted a t  personnel i n  these units, and t h e - u n i t s  a re  receiving 

p r io r i ty  For new equipment and 'bet ter  t r a i n i n g .  A t  the  same time, however, 

. .. 
! 

many resources and  attentfon st i l l  a re  being directed elsewhere. 

The adoption of a cadre manning policy would  f r e e  many of these resources 

for use w i t h  the ear ly  deploying u n i t s .  Under such a cadrt? conc2pt, the 

l a t e r  deploying Guard and Reserve units would maintain t h e i r  o f f i k r  and 

senior PIC0 posit ions,  b u t  they would be relieved of responsibi l i ty  fo r  
P 

recruiting and t ra ining the b u l k  of t h e i r  younger, more j u n i o r  personnel. 

The absence of such j u n i o r  personnel would de te r  t rad i t iona l  training 

and require massive f i l l s  o f  new people upon mobilization. 

time, however, i t  would not be necessary t o  strip the few remaining j u n i o r  

A t  the same 

personnel from these units upon mobilization f o r  use as f i l l e r s ,  a policy 

which though not popular has nevertheless been endorsed by the leadership 

in the Pentagon. 
19/ 

Instead, the ear ly  deploying units could be manned 

a t  higher levels  while the laier 'deploying u n i t s  5n cadre s t a tus  could amend 

t h e i r  t r a i n i n g  programs t o  fos t e r  the skil ls  necessary f o r  forming units 

and leading personnel fresh from the t ra ining base. 

Whether the s ta tus  quo i s  maintained or  a cadre policy i s  adopted, if; 
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c lear  t h a t  upon'mobil ization the available combat arms and other shortage 

skill personnel i n  the I R R  would have t o  be-assigned t o  ear ly  deploying units 

and  t ha t  the l a t e r  deploying units would have t o  be f i l l e d  w i t h  re-trained 

individual Rese'rvists or newly trained consci ipts , .  personnel who would n o t  be 

ready f o r  assignment unt i l  several mon ths  a f t e r  mobilization. Thus ,  

whether or not such uni ts  ar2 allowed t o  con t iwe  t h e i r  recruitment and  

retention of junior personnel, they would no t  be ready for  deployment a t  an  

ear ly  da te .  

our capacity t o  continously supply a n  overseas force,  hoiilever, such longer- 

Due t o  l inii tations on s t r a t eg ic  mobility, \Jar Reserves, and 
* 

than-expected delays i n  achieving readiness f o r  deployment would not be a 

c r i t i c a l  factor.  

In a recent a r t i c l e  i n  Army magazine, Thomas D. S lear ,  a !Jest Pointer and 

a former Army of f icer ,  reported t h a t  the Reserve infantry company which he 

observed was authorized 155 personnef, t h a t  55 people were on the r o l l s ,  

but tha t  on ly  25,  almost a l l  o f f icers  and senior NCO's, had s h o w n u p  f o r  

weekend training. Of the remaining 30 or so personnel, 11 had not been 

seen for upwards of f i ve  months while the others,  almost a l l  E-1's t o  E-3's 

i n  thei; i n i t i a l  terms of service,  had called i n  w i t h  such excuses a s  marital 

problems, bad colds and car  troubles. On the posit ive s ide o f  ledger,  however, 

Slear  noted that i t the unit 's enthusiasm, competence a n d  e sp i r i  t i n  t h e i r  

f ie ld  t r a i n i n g  bespoke the existence o f  a s t r o n g  cadre of leadership t h a t  a 

mobilizing Army would welcome." 

many Reserve units today. 

20/ 
Such are  the strengths a n d  weaknesses of 

And whether formalized o r  not, i t  i s  c l ea r  t h a t  

units such as tha t  vis i ted by Slear already have evolved t o  a cadre status. 

O f  the three a l te rna t ive  courses o f  action, there i s  no d o u b t  t h a t  national 

defense would be best served by a more serious commitment on the p a r t  of 

- .. . . . . - .. .e 
c 
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the Army and the Department of Defense t o  the resolution of the many Army 

Reserve Forces manpower problems. ,,Fai 1 i ng this, however, the  Army must 

make the best  use of the avai lab le  resources and the formalizat ion o f  a 

cadre policy for the majority o f  the Army Guard and Reserve would De a 

posill’vc s t ep  i n  this d i rec t ion .  

1 
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1979, p.  N-8 (unclassified).  

Concerning these l imitat ions,  thc Secretary of Defense had th;s. t o  say 
t o  Congress i n  ear ly  1980: "We have economized (some would say skimped) 
on the n u t s  and bolts needed to  sustain a non-nucelar conf l ic t  i n  a 
par t icu lar  theater for m r e  t h a n  a re la t ive ly  shor t  t ine."  See Report 
o f  Secret2ry o f  Defense E a r o l d  Brown t o  the Conoress on t h e  FY I981 
Budget, FY 1982 Authorizztion Request and  FY 19G7-'1985 Defense Programs, 
29 January 1980, p. 99. 

The Army's plans f o r  deployment o f  reinforcements from the United 
S ta tes  f o r  a major conf l ic t  i n  Europe include most of the Guard and 
Reserve units, as well a s  the Active Army divis ions n o t  currently 
assigned overseas. 
schedule, the movement o f  a l l  of tnese units would have t o  be 

And i n  order t o  meet the Army's deployment 

completed f n  ninety days or iess .  
for M i l i t a r y  ProcureFent, Research and Develoczsnt, 3r.d Active Uucy, 
Selected Zeserve, and Civi l ian Perscnnei S t r e n q t h s ,  - Hearings -before 
the Senate Ccrmittze on Armed Services , tilarch-Apri 7 1977, p .  2436. 

See F i s c a i  Year I 9 7 8  Authwization - 

By 1986, the number of 18 year o l d  males will be only 1,839,000, a 
reduction of 324,000 f ro3  the 1979 level .  
reductions i n  the number o f  male h i g h  school d ip loma  graduates and 
increased competi t ion fo r  such youth from educational i'nsti t u t i m s  

There also.wi 11 be corresponding 

and c iv i l ian  empl Gyers. I 

Martin Anderson, ' 'Build the Reserves, Not Lists," Washington Post, 
3 February 1980, p. C- i  . 
A recent Depzrtment of Defense study documented t h a t  the "real" 
expenditures f o r  the Guard a n d  Reserve ( a l l  four  Services) actually 
decreased by about 1% fro3 FY 1978 t o  FY 1980. 
Deputy Assistant Secretary of  Defense (Reserve Affa i r s ) ,  R0GP.R: Review 
of the Guard and Reserve, 26 December 1979. 

As a t o p  Pentagor. o f f i c i a l  told Congress i n  ear ly  1980: "We w w l d  
borrow people i n  shortage s k i l l s  from l a t e  deploying uni ts ,  accepting 
the f a c t  t ha t  the u n i t s  t ha t  are  reduced may not be able t o  deploy :shcn 
scheduled." See P i r i e ,  op. c i t . ,  p. 35. 

Thomas D. S lear ,  "The Men o f  Company A," Army magazine, January 1980, 

See Office of t h e  

pp. 40-41. 




